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Welcome to the Evidology Group 
 
Welcome to the Evidology Group. There's so much to 
say, and we look forward to sharing our thoughts, 
insights and best practices with you through this blog, 
upcoming events and our one-on-one sessions. We 
encourage you to subscribe to hear our pragmatic 
insights and contact us. 
 
The Evidology Group was created by entrepreneurs for 
entrepreneurs to help you beat the odds and build a 
successful startup using an evidence-based 
methodology (Evidology). And, as our logo suggests, we 
help you collect the evidence and connect the dots so 
that a clear pattern emerges. 

 
Over the past 20 years, we’ve started 4 companies and built over a billion dollars in shareholder 
value. We’ve also advised/mentored/invested in and/or sat on the Board of hundreds of early-
stage companies. 
 
We’ve seen many great products die and countless exceptional teams struggle with fatigue, 
frustration and failure. Entrepreneurs are driven by a desire to change the world, but the 
statistics tell a grim story despite the plethora of books/videos/seminars and helpful 
advisors/mentors/incubators/accelerators: 
 

• 95% of startups don’t cross the $1M revenue threshold, 

• 99% are unable to secure VC funding, 

• 90% of VC-backed startups fail or just return capital 

• 70% of startups fail in years 2-5, despite all the hard work 
 
While every situation is unique, there are some consistent root causes that the Evidology Group  
can help you address: 
 

• Develop a deeper, more rigorous understanding of your customer 

• Build a culture of evidence-based decision-making 

• Help product-savvy founders implement an evidence-based sales methodology 
 
We get it. You're a cash-strapped startup with too much to do and not enough time. We've 
been there too. Subscribe to our blog Contact the Evidology Group to learn more and we'll 
explain how we help with your cash and time constraints. 
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What's Your Economic Value? 

There are an endless number of problems that 
a true entrepreneur could solve, but at the end 
of the day, all successful B2B businesses fall 
into one of two categories:  

1. Those that help customers make lots of 
money  
2. Those that help customers save lots of 
money 

While there are other benefits that 
entrepreneurs can deliver, without a strong 
economic value, you risk becoming a nice-to-
have solution and competing with a "good 
enough" status quo, making the sales process 
much more challenging.  

By quantifying your economic value, I’m 
confident your sales will take off. For example, you can: 

Generate More Leads – Your sales leads will grow if you can open with “We helped XXXXX 
lower costs by 20%, we can help you too.” 

Win More Deals – If you’re able to quantify your economic value and your competitor can’t, 
then you’ll speak with more trust and credibility to your business and economic benefit which 
will help you close more deals. 

Shorten Your Sales Cycle – Not only will you be perceived as a more trusted thought leader by 
speaking with clarity to your business buyer, but you can also accelerate a long sales cycle by 
explaining that every week/month they delay their purchase decision costs them $100,000. 

Of course, quantifying your economic value is a challenge for many new products. There are 
several approaches to making this assessment. 

Your Best Guess: Early in the new product development process, it is difficult to validate your 
economic value. Nevertheless, this is an important part of your customer discovery process. By 
asking your customer how much time they would save? How many new widgets they would be 
able to manufacture? How many new hires would be averted? How much customer churn 
would be reduced? and so on, you can estimate your economic value and confirm you’re 
solving a meaningful customer problem. 

Third-Party Analysis: By partnering with a university to write an academic research paper or 
engaging a third-party consultant to write a white paper, you can point to an independent 
source to support your claims. 
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Customer Pilot: Many customers are comfortable either providing attributed or anonymous 
testimonials and results in return for a free or low-cost pilot. 

The clarity and credibility you can achieve by investing the time and effort in building a solid 
economic value proposition will help you equip your sales team and grow your sales. This 
process starts up front, at the customer discovery phase, and continues through the new 
product introduction process.  
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Who's Your Biggest Competitor? 
Who is your biggest competitor? The answer may 
surprise you – very often it’s not a large, brand name 
vendor. It’s not even another innovative, hungry startup 
– it’s the status quo. 
 
If you find that customers are opting to stick with their 
current solution rather than try your innovative new 
solution, then read on! 
 

There could be several reasons:  
 

• Your value proposition doesn’t drive key business metrics to a meaningful degree 

• Your value proposition doesn’t rank high enough on the customer’s priority list 

• The perceived risks are greater than the potential benefits. 

For many businesses, the effort or risk in changing means that they default to the “good 
enough” approach where the current way of doing things works and change is not a compelling 
enough priority. 
 
This often-unstated sentiment can be difficult to diagnose but left unchecked, it can grind 
your sales efforts to a frustrating halt.  
 
Businesses and people are full of inertia and changing the way they work can be very difficult: 
people’s jobs may be threatened, they may require training or a different skill set, there may be 
inherent business process risk with trying something new, or possibly they’ve tried a similar 
solution in the past and it didn’t work. 
 
Startups developing an enterprise solution in particular need to understand and mitigate the 
perceived risks to defeat the “status quo”. And the best way to do that is through a series of 
customer discovery calls to learn and apply – not to sell. 
 
Once understood, perceived risks can be mitigated in several ways:  
 
Business Risk (Will the intended strategic and financial outcomes be realized?) 

• Encourage a trial deployment to validate expected outcomes 

• Reframe generic strategic and economic value of your solution to be specific to your 
prospect’s personal and company performance metrics 
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• Offer a discounted, deferred or performance-based pricing 

• Cite experience with other customers 

 
Implementation Risk (Will the deployment go smoothly?) 

• Engage an established/trusted implementation partner 

• Build your own trusted and experienced implementation team 

• Adapt your solution to fit the prospect’s existing business processes and skillsets 

• Stage the rollout 

• Deploy your solution in parallel with the current system or process 

 
Reputational Risk (Will the company’s brand be impacted?)  

• Invest in third party evaluations that attest to your privacy and security capabilities and 
product efficacy 

 
Personal Risk (Will my career be advanced?) 

• Point to a strong lighthouse reference customer where possible 

• Have an open discussion with your customer to understand their personal motivations 
and potential benefit of partnering 

 

In all cases, the process starts with a good understanding of the specific customer’s situation 
and how you will help them overcome the “good enough” trap.  
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Ready to Hire Your First Salesperson? 

Many technical founders I’ve met with are either getting ready to hire their first salesperson or 
they’re frustrated with what feels like a revolving door of underperforming salespeople. What 
gives? 

 

 
Perhaps one of the most fundamental mistakes that technical Founders make is to focus on 
evangelizing the vision and building the product. Then, when the product approaches MVP-
ready, the Founder hires a salesperson to bring in the customers.   
 
DON’T MAKE THIS MISTAKE. 
 
Sadly, this usually ends in frustration, lost time, poor employee morale and degraded investor 
confidence. It is one of the most common downfalls of many promising new businesses.  
 

Just as any new product goes through a beta phase followed by a production 
phase, I strongly encourage a phased sales process. 
 

Phase 1:  Partnership 

During the partnership phase, an individual (usually the Founder, CTO, CEO or perhaps even a 
Business Development person) is responsible for ongoing engagement with prospective 
customers from the concept validation phase onwards. This person is responsible for learning 
what’s important to the customer and how they would buy/use a new solution such as yours. 
You’re also freely sharing your company’s expertise with your partner to help them solve an 
important problem. Most importantly, this individual is responsible for closing initial customers 
and learning how they buy. 
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Phase 2: Sales 
Armed with several happy, reference customers and a basic understanding of the buying 
process, you’re ready to hire a professional salesperson who is responsible for accelerating 
customer acquisition, learning more about how they buy and building a repeatable sales 
process. 
 
Only when that process is understood and you have good product/market fit, should you grow 
your sales team to scale. 
 
Of course, there’s a lot to unpack in these two phases, and we’ll do that in a series of upcoming 
blogs. 
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How Well Have You Tested Your Vision? 
As a Founder, you’ve got an exciting vision for how your solution will make a meaningful 
difference in the lives of your customers and you’ve been broadly evangelizing that vision. 
  
Terrific! But how well have you tested your solution concept with your prospective customers? 
What insights have they shared with you beyond a simple “sounds interesting”? 
 
In this post, I’d like to share a Concept Validation tool and process the Evidology Group has 
developed to build the evidence and insights to support your business.  
 
Done effectively, it can not only save you enormous time and money in product 
development, it can help you form long-term customer relationships and collect insightful 
stories for potential new investors and employees. 
 
The Concept Validation Canvas 
The Concept Validation Canvas is a powerful tool to help you test your product or service idea. 
It builds on the traditional Business Model Canvas and flips the perspective upside down from 
what you're trying to sell to what customers want to buy. 
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How to Effectively Use the Concept Validation Canvas 
Completing the Concept Validation Canvas involves 3 steps: 
 

1. Complete a draft Concept Validation Canvas 

2. Meet with advisors, mentors and/or consultants (“advisors”) to identify all assumptions, 
opinions, unknowns, and vague content in the draft Canvas.  

3. Coached by advisors, hold a series of structured discovery calls designed to collect 
customer feedback on the items identified in step 2. 

 
Of course, a tool is only as useful as the actionable insights that surface from it. You’ll learn 
what are truly meaningful differentiators and how to message them in future marketing efforts. 
You’ll gain valuable evidence in the form of customer advisors and stories to support investor 
discussions and new employee recruitment efforts. Moreover, these steps will help you recruit 
early adopter customers to guide your Minimum Viable Product (MVP).  
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Do you Sell or Partner? 

 

In an earlier article, I argued that just as all new products go through a beta phase followed by 
a production phase, startups should follow a structured commercialization process starting 
with Partnerships, followed by Sales. 

To be clear, when I refer to ‘partnerships’ in this context I’m talking about a reciprocal 
relationship with prospective customers where both parties are learning and deriving value.  

Customer partnerships are essential for any new product introduction and should form the 
base of all customer engagements until you can achieve a handful of happy, referenceable 
customers. 

During the partnership phase the Founder, CTO, CEO or head of Business Development is 
responsible for ongoing engagements with prospective customers.  

In this blog, I’d like to share some components that I believe are part of a strong B2B customer 
partnership strategy. For more information on each of these, please contact the Evidology 
Group and we’d be happy to share specific tools, templates and best practices. 

Customer Validation: This is the critical first step of testing and validating your ideas by having 
“discovery” conversations with many prospective customers. These Customer Validation 
discussions are designed to learn what is most important for customers and why. The Customer 
Canvas tools and methodology developed by the Evidology Group were specifically designed to 
guide this effort.  

Trusted Expertise: As a by-product of Customer Validation discussions, you will hopefully find a 
handful of early adopters who are interested in follow-on conversations to learn more about 
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your proposed solution and benefit from your expertise. These informal partnerships can help 
you build a much deeper understanding so that you can design and deliver a better solution.  

Customer Advisors: Ongoing discussions with early adopters will hopefully lead to a formal 
Customer Advisory relationship where early adopter customers are retained as formal Advisors 
to the company, often compensated with stock options when allowed by their company 
policies. Unlike figurehead advisors promoted on slides and websites, I encourage you to hold 
regularly scheduled monthly 1-hour calls with each advisor. Each call should include a pre-mail 
with background and topics or big questions to be discussed and a follow-up email with a 
summary of key take-aways. In the spirit of partnership, be sure to share insights with your 
Advisor such as technology trends and non-confidential insights you’ve learned from others in 
the industry. 

Design Partner Program: Complex products can often benefit from shortening the 
communication path between customers and your design team. Involving these early adopters 
in product spec reviews, UX design, or feature demos can help immeasurably in designing a 
better product faster that is better aligned to a real-world customer environment. Whereas a 
Customer Advisor is typically one individual providing advice, a Design Partner Program typically 
involves one or more people in a customer organization sharing their requirements and 
feedback, and should therefore be documented with clear terms of engagement around 
resource commitments, IP ownership, financial considerations, timelines and deliverables. 

Beta Partner Program: The objective of any beta program is not to make money or recover 
costs, although that may be a worthy by-product. It serves several purposes beyond product 
hardening such as helping you ensure the product truly solves the customer problem and 
providing a valuable reference to the media, investors and other prospective customers in the 
form of testimonials, interviews or white papers. Moreover, the beta program should be 
designed to help you collect the information you need to measure the economic and KPI impact 
your solution has had on the customer’s business. A formal proposal may be effective in 
clarifying the expected contribution of both parties. 

Sales ahead of partnership is certainly putting the cart before the horse. By nurturing a 
productive and mutually beneficial partnership engagement with prospective customers, you’ll 
learn, adapt and collect the necessary evidence that will ultimately set you up for a successful 
sales strategy.   
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Who/Where/How Do You Recruit for Your 
Discovery Calls? 
Learning from potential customers is arguably one of the most important and most challenging 
aspects of the new product development process. It is also certain to have the most impact on 
the success of your business. That’s why “discovery calls” are so important. 

 

Discovery calls are like feeling different parts of an elephant and require many discussions 
within and across representative organizations to truly understand the customer, their 
problems, what an ideal solution would look like and how they buy a solution such as yours.  

In this article, I’d like to share some best practices on how to find and recruit the right people to 
speak with in order to test your product concept. And then in future posts, we’ll explore best 
practices and structure of the discovery meeting itself. 

 

Feel Your Way Around The Elephant 

Many complex B2B solutions can touch and be influenced by several personas within an 
organization such as end users, business buyers, IT administrators and security professionals. 
Each will have a very different perspective on the nature of the problem and what they look for 
in a solution. Of course, in some organizations and for some solutions an individual may play 
multiple roles but still, the line of inquiry should span all aspects. Since you’re looking to learn, 
not sell, don’t restrict your discussion to just the budget-owner. 
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Become Familiar With Elephants 

It often takes more than a dozen discussions to validate your product concept. You can quickly 
eliminate certain organization types and persona based on the response you get (both positive 
and negative). You know you’re “done” when you’re starting to hear the same feedback and 
you believe it’s representative of a homogeneous initial target market.  

 

Look for consistent insights in your discovery calls with different persona within and across 
representative organizations 

Where to Find Elephants 

Finding enough suitable and interested candidates to interview can sometimes be a challenge. 
Here are a few good sources: 

• Networking: It’s often easiest to start with friends who can share their insights, but be 
careful as friends may be inclined to tell you what you want to hear. Be certain to 
expand your network quickly, drawing on your professional network and the network 
of your investors and advisors. But moreover, at the wrap-up of each interview, ask if 
they can recommend others that you should speak with. 

• Articles and Papers: Contact authors and people quoted in relevant trade publications 
and research papers. 

• Conferences: Introduce yourself to speakers at conferences after their talk or in a 
follow-on email after the conference. 

• Social Media: Direct Message people on LinkedIn or Twitter either based on their 
profile or ideally about a post they made. 

How to Approach The Elephant 

Be sure to reach out to prospective customers for an interview with respect and sensitivity.  

• You’re seeking advice: In my experience, people are generally happy to provide advice 
but get turned off very quickly if they feel like they’re being sold to or feel like you’re 
trying to convince them of something. Make sure this is clear in your outreach 
communications. 

mailto:info@evidologygroup.com
http://www.evidologygroup.com/


Evidology Group Blog Archive 
 

 

Sell what customers really want to buy. 
Contact us to find out how:  info@evidologygroup.com 

www.evidologygroup.com 
15 

Evidology 

Group 

• Position the discussion in advance: Explain the reason for your interview request in 
terms of the problem you’re looking to solve. If people are not responding to your 
interview requests, it may be because they are not experiencing the problem you’re 
describing or perhaps you’re not describing it in a way that resonates.  

• Be sensitive of time: Try to keep your time “ask” to 20 or 30-minutes, unless it’s a 
friend, someone close in your network or someone you know is keen on the topic. 
After establishing rapport in the first short conversation, you’re well-positioned to ask 
for a longer call in the future. 

• Personalization: It’s important that the person you’re reaching out to feels like you 
value their expertise. Hand-craft and customize each email and avoid bulk email 
campaign tools.  

• C-Suite Bottleneck: You may find that senior executives are too busy to meet with you 
or respond to your interview requests. You may try contacting them and ask for them 
to refer you to others in the organization. Alternatively, you may have better luck 
connecting directly with others in the organization. 

• Give back: In most cases, those who agree to talk want to be helpful and feel good 
about sharing their views and advice. In some cases, you may find people would 
appreciate you giving something back to them in return for their time. This could 
include a non-confidential summary of aspects of your industry survey; some relevant 
technology white paper or interesting article that demonstrates your subject matter 
expertise; or simply buying them coffee. 

Through a series of productive interviews, you should get a good feel for the elephant from 
many different angles. You’ll learn how the customers’ problems manifest themselves, how big 
a problem it is for them, what an ideal solution looks like and how they go about evaluating and 
buying a potential solution such as yours.  

Here’s a sample outreach email to get you started on your customer discovery journey. 
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The Customer is Always Right, Right? 

As Founders and Product Owners, we’ve always been told that the “Customer is always right” 
and we strive to bend over backwards to make prospective customers happy. But when you’re 
soliciting feedback on a new product concept, should you take what they say at face value? In 
this blog, we’ll consider five persona traits to watch for in your discovery calls and how to 
handle them. 

Agreeable Andy - Likes What You’re Doing 

Agreeable Andy is likely to go along with your product concept and 
validate many of your assumptions, hopes and beliefs. He may 
even go so far as to say “Sure, I’d buy it if it was available today.” 
You need to be mindful that Agreeable Andy doesn’t always do 
what he says. Also, people like Andy are trying to be helpful and 
supportive but they provide little constructive feedback. While 
their words may be gratifying, they could inadvertently undermine 
your customer validation efforts and send you in a dangerous 
direction.  

To get past supportive sentiment and dig down to real insights, always use open-ended 
questions that don’t lead the interviewee to any particular answer. Try to understand what key 
performance metrics the person/department/company uses, and understand how your 
solution can support those metrics in an objective quantifiable way. Ask questions to get at 
what would actually trigger real action. You can also consider throwing in some provocative 
challenge questions that cause the interviewee to think differently about the problem. 

 

Solo Sam - A Market of One 

Solo Sam has a problem that needs to be solved and you’re coming 
along at the right time to help him with it. He’s happy to tell you all 
about it and will give you valuable feedback on what a solution 
might look like. He might even pay for the solution (albeit at a 
discount) in return for his guidance. But if you can’t find a large 
enough, homogenous market, you don’t have a business. 

To root out people like Solo Sam, it’s important to speak with 
several potential customers until you are getting consistent 
feedback to confirm the problem is commonly applicable and the 

solution would fit with many other customers with little or no modification.  
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Seemore Sally – Likes to Learn 

Seemore Sally loves to learn. She’s genuinely interested and asks 
lots of questions to understand what you’re doing. She’ll even give 
lots of praise about your solution. But the relationship is rather 
one-sided in that Sally doesn’t share specific insights into her real 
problems or how her organization would buy a solution such as 
yours. Don’t be seduced by her interest and praise as it can be an 
unwelcome drain on your precious time. 

During your customer discovery calls, make sure you’re in control 
and leading the discussion to get your questions answered. Ask 

probing questions, and if you’re not getting the specific evidence you need to support your 
business, then by all means, add her to your marketing list and share your white papers, but 
move on to others who can give you the insights you need. 

 

Mirage Mary – Hard to Pin Down 

Mirage Mary is passionate about her business. In fact, Mary is a 
complainer who is quick to point out the inadequacies of others, 
but is not in a position to do anything about it. She likes to talk and 
is happy to expound at length about all that is wrong with the 
company or the industry at large yet it’s hard to pin her down to 
collect the evidence you’re looking for to validate your business 
concept.  

There’s a lot to be learned from Mirage Mary with respect to the 
problem and although it may be hard to pin her down with 
objective metrics to quantify the problem, but it’s worth giving it a 

try. Don’t expect Mary to buy your product, but that’s fine as long as she can educate you and 
others within the organization or in competing businesses can corroborate your value 
proposition and are in a better position to purchase when the product is ready. 
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No Problem Neil – Problems? What Problems? 

No Problem Neil is easy to spot and it will become 
evident within the first few minutes of your discovery 
call. He’s happy doing his job and likes the 
comfortable routine of the status quo. But don’t give 
up too quickly, there’s still something to be learned 
from Neil.  

Although Neil is hard-pressed to speak to any 
problems he would like to solve, Neil can speak at 
length about the current way things are done. He may 
even be able to help with value questions like “If we 

could shrink the time it takes to do “X” from one week to one minute, what would 
that mean for your business?”  

Conducting customer discovery calls is critical to the success of any new product 
concept, but knowing whom to speak with, what to pull out of the conversation, and 
how to pick up the right insights from the discussion is important. Occasionally, you 
may want to consider what not to take away from the discussion.  

For more information, please contact the Evidology Group and we’ll lead you 
through the Concept Validation process. We’ll also share more templates, tools, and 
best practices. 
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How Do You Make Decisions? 
As a Founder or Product Owner how do you go about making decisions? This isn’t so much a 
philosophical question as much as it is a question of the processes, culture and values of your 
organization.  
 
Although the statistics are rather imprecise, the probability of success for a new business can 
be intimidating.  
 

 
 
We believe the overwhelming root cause can be traced back to two fundamental and closely 
related reasons:  
 

1. Faulty assumptions about the customer  
2. Poor decision-making processes used by the leadership team 

 
So far, this blog series has spoken at length about the customer discovery process and the 
importance of partnering with your customers to understand why, what and how they buy. 
Learning about your customer is a key theme we’ll continue to explore in future posts, but I’d 
like to take a brief hiatus and turn our attention to how you make decisions. 
 
Evidology is a compound word we created to highlight our belief in the importance of an 
evidence-based methodology as a foundation for your business.  
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Do you have an important decision you need to make? Perhaps it involves your Go-To-Market 
strategy, lead market segment, product strategy, whether (and where) to pivot, financing 
options, or human resource management. How you collect evidence and make an informed 
decision with imprecise information is a daily challenge for you and for others in your 
organization.  
 
Lean Startup Fundamentals 
Without a doubt, the Lean Startup movement has had a profound impact on innovation for 
entrepreneurs across industries. It has steered Founders and product owners to develop 
solutions that closely align with customer requirements, controlling cost and risk along the way.  
 
Central to the Lean Startup methodology is an iterative process starting with a hypothesis, 
testing it, refining it, and actioning it.  
 
For some, however, the blinding pursuit of speed and agility has warped the Lean process into a 
startup culture with quick decision-making and a fix-it-later attitude. Sadly, for 99% of startups, 
later never comes.  

 
The most important aspect of the Lean Startup 
approach is too easily lost. Going back to the 
fundamentals: it’s about running an experiment, 
collecting results, then taking action based on an 
analysis of those results. This process makes for better 
decision-making and increases the probability of a 
successful outcome.  
 
The Evidology concept validation framework we’ve 
discussed in this blog series is a case in point. It starts 
with collecting evidence to support and refine the 
hypothesis summarized in your value proposition. This 
evidence, captured in the Customer Canvas, not only 
gives you the framework to make effective decisions, 
but it helps you build a customer rapport to further 
test and refine your solution and make better decisions 
faster. 
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How Do You Make Better Decisions Faster? 

Life as a Founder or product owner is filled with daily decisions to test your leadership - each could make 
or break your business. In this blog, I’d like to share an excellent framework for your most important 
decisions. Next week, we’ll talk about how you can apply this tool in a GoToMarket context.  
 
In my previous companies, we had a favourite expression that the quality of the decision was directly 
proportional to the quality of the debate. Stay factual and share your perspective in a respectful and 
trusting environment - never ever let the discussion get personal. 
 

 
 
 
I’m a particular fan of Gokul Rajaram’s SPADE framework that he created many years ago while at 
Square. It’s simple, easy to apply, and it touches on the important aspects of leadership such as 
consultation and communication. Moreover, it’s structured enough that you can easily build it into your 
company culture. In retrospect, we had been following a very similar approach ourselves, in our 
companies albeit not as formalized. 
 
Gokul has conveniently productized the SPADE framework in a handy SaaS offering, that allows 
distributed organizations to improve their decision-making. 
 
SPADE is an acronym for Situation, People, Alternatives, Decision and Explanation. Let’s look at each of 
the five steps. (I should point out that I’ve made some minor modifications to Gokul’s framework and 
have simply highlighted those changes with an “*”.) 
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Situation* 
 

• The start of every decision is a question that needs to be answered such as Which market 
segment should we pursue? What should we name this product? 

• Set a deadline so that decisions don’t drag on 

• Spell out your criteria to measure success (targets, metrics, objectives and constraints)* 

People 
 

• Responsible: Who is responsible for the decision and the execution of the decision? This 
person typically leads the SPADE process 

• Approver: Who is ultimately responsible for approving the decision? According to Gokul, 
“Typically, the approver does not vote down the decision itself, rather they veto the quality of 
the decision” 

• Consulted: Who has a perspective and valuable input that should be included in the decision-
making process? 

• Informed: Who should be informed of the decision-making process and outcome* 

 
Alternatives 
 

• Brainstorm to generate a comprehensive set of feasible alternatives 

• For each alternative, list out the pros and cons. Be quantitative and draw on evidence 
wherever possible. Draw on relative benefits such as High/Medium/Low and consider 
weighting based on importance 

• Explore ways to mitigate the risk 

• Consider assigning probabilities to possible outcomes for each alternative* 

 
Decision 
 

• Form a recommendation by presenting the alternatives to the team, asking for their feedback 
and taking people’s input into consideration. On contentious topics, a private vote may be 
effective 

• Run your recommendation and the process by the Approver 

 
Explanation 
 

• Hold a Commitment Meeting with key stakeholders to communicate the decision. It is 
paramount that once a decision is made, everybody supports the decision and the whole 
company pulls in the same direction 
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• Prepare a 1-page outline that summarizes the SPADE behind the decision and communicate it 
to those tagged as “informed” in the People step 

I believe that tools such as the SPADE framework can help you make better decisions faster with 
stronger buy-in from your whole team and your Board. Incorporate a decision-making framework like 
this into your company culture and I think you’ll find your business will be better for it.  
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Are You Talking to the Right Customer? 
I’ve been building up to this blog for a few weeks now, and I have to get something off my 
chest. I can’t tell you how many B2B tech companies I’ve met with that get this wrong. Deadly 
wrong. So wrong that it can - and in many cases has killed companies. How do you pick a target 
market? 
 
Here are three common high-risk approaches that we run into all the time: 
 
 

1. First-Past-The-Post: Try a few different segments in parallel based on gut feel. See 
which one gets traction. Then double down on that segment. 

2. Trial and Error: Try one segment. See if it gets any traction. If that doesn’t work, try a 
different segment.  

3. Come One, Come All: Go after all segments at once because, after all, everyone will 
want our product.  

All these approaches consume a lot of precious time, brain-power and money, undermining the 
confidence of your employees, Board and investors.  
 

 
 
Instead, I encourage you to take an evidence-based approach supported by a structured 
decision-making framework. This doesn’t have to be heavy-weight, but I assure you that 
investing in a well-informed decision up-front will pay dividends down the road. Let’s explore 
how to use the SPADE framework that we introduced in our last blog and overlay Evidology’s 
evidence-based framework. 
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Situation 
• We need to decide which market segment to target with company resources 

• We need to decide two months from today 

• We want to select a segment that is friendly to new technology adoption and has 
similar technical requirements to adjacent industry segments. We don’t have any year-
1 revenue targets from our first segment but we do want to: (a) learn, (b) harden our 
product in a real-world environment, and (c) secure good reference customers. We 
want revenues of at least $1M in year 2 from that lead segment. (Note that it doesn’t 
have to be a big market, just an accessible market at this stage.) 

People 
• Responsible: VP Product Management 

• Approver: CEO 

• Consulted: Marketing Manager, CTO, VP Engineering, CEO, Advisor/Mentor 

• Informed: All staff, Board of Directors 

Alternatives 
• Hold a brainstorming meeting to lay out possible target markets and a description of 

each segment. List examples of possible friendly companies that are representative of 
each segment 

• Define the assessment criteria you’ll use to evaluate each segment 

• Complete the Customer Canvas and Conversation Plan 

• Collect real-world evidence for each segment via customer interviews. 

Decision 
• Regroup the Responsible and Consulted individuals to summarize findings and make a 

decision based on the assessment criteria 

• Bring the recommendation to the Approver and walk through the approach and 
findings.  

Explanation 
• Communicate the methodology and conclusion to the Informed parties. 

 
It could take anywhere between one and three months to collect the necessary input from 
stakeholders across the various market segments. The customer conversation process will help 
create a relationship with potential lead customers which, in turn, will help propel your 
sales/partnership journey and the validation you need for your next financing round. 
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Stop Selling and start Listening! 

Thanks to SFU VentureLabs for inviting us to speak at their recent webinar on Customer 
Discovery. For those who joined us and those who listen to the recording, below, we hope you 
find it helpful in collecting the evidence you need to validate you're on the right track, find your 
lead customers and ultimately secure the much-needed investment. 
 

  
 
https://venturelabs.ca/resources/webinars/customer-discovery-webinar/ 
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How do you recognize and fix a market 
traction problem? 
You have successfully developed and launched your product. Congratulations! Now you may be 
working with initial lead customers or you may be well past that stage, but something is just not 
right. The sales pipeline is thin, deals are taking forever or aren’t closing, and maybe sales team 
turnover is high or you’re hearing complaints the product is hard to sell. What is going on!??? 
 

 
 
This is an all too common a situation for many early stage tech companies and it is often 
identified as “poor or lack of market traction”. In addition to the symptoms noted above, the 
condition of “poor market traction” can be experienced in many ways. Here are some 
examples: 
 

1. Your pilot projects with initial innovator/champions were wildly successful in 
producing strong business cases. Despite this, you’ve been repeatedly stalled trying to 
close the deals to have the pilots converted into production systems. 

2. You have a deliriously happy initial customer. Other target customers seem less 
interested. 

3. At the outset, your sales close rate was quite high and is now rapidly slowing.  
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So, what is really going on? In fact, each one of the above examples had a unique set of 
circumstances that were ultimately explained by: 
 

1. A systemic barrier in target organizations that means they only buy that type of 
solution as an add-on from their primary system vendor  

2. Work processes and tools that were unique to that customer and not universally 
applicable to others in the same industry 

3. Business relationships and programs that could not be easily replicated in other 
regions. 

 
Regardless of the cause, the results are poor sales and a barrier to growth. 
 
If any of the above seems to match your situation, that brings us to “how to fix” or more 
accurately, what specific steps should you take to correctly diagnose the problem leading to 
“how to fix”?  
 
This is where a Customer Discovery initiative can generate the insights you need to accurately 
determine what’s going on and to gather actionable feedback that can lead to a suitable fix. A 
Customer Discovery process, as we at Evidology Group define it, starts with changing your 
perspective from what you’re trying to sell to what customers want to buy; it involves using 
simple templates to articulate your current customer knowledge, then a methodical approach 
to validating and filling gaps in that knowledge by securing and conducting highly structured 
“customer conversations”.   
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How do you ask someone you don’t know for a 
“discovery conversation”? 
You developed a product, have one in development, or have a dazzling vision described in 
PowerPoint. You understand the need to validate your plans and ideas by talking with potential 
customers and others who can offer critical insights.  
 
Scheduling a conversation with friends and colleagues can be easy. It’s not so easy to ask 
someone who doesn’t know you for 30-45 minutes of their valuable time. How do you ask in a 
way that increases the likelihood of getting a “yes”? 
 

 
First, what are some reasons people wouldn’t talk with you? They: 
 

• Don’t have time 

• Don’t care about the topic 

• Have no idea who you are or unsure if you’re dodgy 

• Think you’re trying to sell them something 
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Second, what are some reasons people would talk with you? They: 
 

• Have an interest in the topic; it’s relevant to them 

• Like to share their opinions with others 

• Want to be helpful 

• Comfortable they’re not getting a sales pitch 

 
This brings us to an example request which we’ll deconstruct after you read it. Note there is no 
one “right way” to do this but there are many “wrong ways” to make the ask. And you will need 
to experiment with the structure and wording based on responses or lack of responses. 
 
Here we go: 
 
Subject: Asking for your feedback and advice 
 
Hi <name>, 
 
I found your blog post on quality control really interesting. Your point about using AI and 
machine learning to identify automation faults stood out for me. Given your quality control 
knowledge, your help would be appreciated. 
 
Briefly, I'm developing a next-generation QA software tool that automatically processes 
production line plans to identify the optimal QA process overlay. The goal is to dramatically 
reduce QA planning time to speed time-to-market and reduce QA rework to increase cost 
savings. 
 
To help confirm I’m creating something of value with the right feature set, would you mind 
spending 30-45 minutes on the phone with me to get your thoughts? 
 
To be clear, this is not a sales pitch. I'm seeking real-world feedback to guide product and go-to-
market plans. 
 
Please let me know if we can arrange a call for next week. 
 
Thanks, 
Alice 
CEO/Co-Founder, Acme Co. 
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Now let’s break it down: 
 

1. Make your email as short and concise as possible, certainly no longer than the above 
example. On a closely related point, use short paragraphs. Reading a big block of text 
takes too much work; it needs to be easily scanned. 

2. The subject line should clearly state the “ask” using a friendly and personal tone. If the 
recipient likes to share their opinion and likes to be helpful, they will continue to read. 

3. In the first paragraph, connect to that person. Why are you asking for help from them? 
You may have seen their name on a website, read about a talk they gave at a 
conference, read their blog, or scientific paper. You may have found a tidbit on their 
LinkedIn profile. Maybe someone they know mentioned their name to you. Failing all 
those scenarios, simply refer to their role/position and likely interests as being the 
point of relevance.  

4. In the second paragraph, succinctly describe what your product does and its value 
proposition. You should also provide context by stating your status. Are you designing, 
developing, or redesigning, for example?  

5. In the third paragraph, state your end goal (e.g. validate your value proposition and 
supporting functionality) and the specific ask (e.g. time on the phone, meet for coffee, 
etc.) 

6. In the third paragraph, state what you are not going to do and reinforce this message 
by saying how what you learn will be used. 

7. Close by asking when they might free for a conversation. Take a somewhat open-
ended approach while creating a slight sense of urgency. Asking “can we talk 
tomorrow at 10 am” makes it more likely you’ll get a “no”. That’s too urgent and likely 
a booked time. Similarly, asking for “sometime in the future” is too wide open and 
doesn’t create any sense of urgency. 

There’s lots more to be said but let me provide a bit more guidance before letting you get back 
to your day. Starting with, don’t just send the email and forget about it. After a suitable pause 
anywhere from three to five business days, send a polite follow up. Forward your original email 
with three or four sentences saying something like, “I hope you don’t mind that I follow up 
from reaching out to you last... As mentioned earlier, I am seeking… Your feedback would be 
appreciated. Are you able to join me on a call…?”  
 
In fact, it may take a few follow-ups before you stop to avoid been labelled as a spammer or 
you get a response that says: “Hey, thanks for your follow up. I was really busy. I’m interested in 
helping and can talk next Tuesday at 3 pm.” 
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Don’t be discouraged by a low acceptance rate. If 8-10% of the people you email agree to a 
conversation, you’re doing fine. Should you encounter a lower rate, carefully review how you 
present yourself: why you contacted them, how you describe what you do, and what you’re 
asking. Even with a decent acceptance rate, I encourage you to constantly review these items 
and experiment. 
 
If someone is curious, likes being helpful, or possibly flattered by this request, they will read 
your email and offer their assistance. You’ll be on your way to increasing your customer 
knowledge. 
 
Good luck!  
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What makes a good Value-Positioning 
Statement? 
Many of you are familiar with the “Value-Positioning Statement” template or its many 
variations. Geoffrey Moore first introduced this concept and template in his influential book, 
Crossing the Chasm back in 1991. Since then, it has been widely used by entrepreneurs 
participating in bootcamps, incubators, and market validation courses. 
 
Widely used, yes, but not always to its full 
potential. One of the common uses for this 
tool is to generate an elevator-pitch 
description of your business. We advocate 
another very powerful use for this 
template– to guide a more rigorous thought 
process on who you’re targeting, for what 
reasons, with what solution, and why your 
product or service is meaningfully different. 
Obviously, the Evidology Group are big 
proponents for the latter objective with the 
former being a later step. 
 
In more cases than not, the template is quickly filled out, the box is ticked, and it sits on the 
shelf. Why? I have a few theories: 
 

1. It’s human nature to get things done and move on 

2. The power of this tool is not fully understood or communicated when introduced 

3. Completed examples and best practice guidance for “having done it well” are missing, 
and finally, 

4. It’s really hard work. Unlocking the value of the Value-Positioning Statement, no pun 
intended, takes hours of deep thinking, multiple iterations, and revisiting on a regular 
basis. It is a living document. 

You may be asking yourself, is it worth the effort? 
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Done right, the outcome of your efforts provides a massive return on investment. First, using 
the Value-Positioning Statement this way is the starting point for customer discovery – it 
articulates the hypothesis to be validated. And second, it provides a foundation for internal 
alignment, product and go-to-market planning, and investor pitches. You will have thought 
deeply about and more clearly articulated: 
 

1. Target customers and their characteristics 

2. Product capabilities and associated benefits 

3. The linkage between the identified problem and proposed solution 

 
By now, I hope you’re thinking it might be worth the time and effort and wondering about best 
practices or an example that helps understand the ideal end goal. So, let’s go there. 
 
Using a hypothetical business here’s what an example Value-Positioning Statement (henceforth 
calling it a “Summary” since it goes beyond a “statement”) and a Capabilities-Benefits Summary 
look like.  
 
Wait? What’s with the second template? 
 
The “Capabilities-Benefits Summary” is my favourite tool for figuring out the “That” and 
“Unlike” sections of the Value-Positioning Summary. I use them to identify the top 3-6 
capabilities and what value (key performance indicators, personal or business metrics, etc.) 
they drive for target customers.  
 
This means my typical approach is to complete “For”, “Who Need/Want”, “The”, “Is a” sections 
in Value-Positioning, then switch to the Capabilities-Benefits before coming back to summarize 
that content in the “That” and “Unlike” sections. Got that? 
 
Following best practices is where the really hard work happens. The example provided (link 
above) has callouts and embedded notes but let me provide some key points here: 
 
In General 
 

1. Complete one set of templates for each “For” (Ideal Target Customer) 

2. All entries must be concise and specific 

3. Avoid any terminology that is vague or open to interpretation 
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“For” (Ideal Customer Profile) Section 
 

1. Identify the target customer based on relevant defining characteristics such as 
activities, responsibilities, seniority, titles, type of organization, geography, etc. 

2. This section identifies the expected buyer. However, when doing concept validation, 
you must engage with a variety of stakeholders and value chain participants. For a 
more detailed explanation refer to this blog on Who/Where/How Do You Recruit for 
Your Discovery Calls? 

 
“Who Need/Want” (Problem Statement) 
 

1. Clearly describe the problem or opportunity from a customers’ perspective. In other 
words, how would they describe their need or want? 

2. The need or want must be measurable or quantifiable in some way 

 
“That” (Proposed Solution) 
 

1. Use an elevator-pitch format to succinctly capture the WHY, the WHAT, and the HOW 
for significant and unique capabilities. Think of this as a concise summary of the 
Capabilities-Benefits content ranked by impact. 

2. Be sure to address all items identified in “Who Need/Want” 

 
“Unlike” 
 

1. Again, from a customers’ perspective, identify alternative approaches or types of 
solutions they currently use or have available as a solution AND how these options 
differ from your proposed solution. This, more likely than not, includes the status quo 
option which means staying with what they currently do. 

2. “That” and “Unlike” combined should produce a “WOW”! This combination should 
have the potential to receive a “Wow, you can do that? I need it!” from target 
customers. 

 
I invite you to check out the above example and this template to see these guidelines in action. 
As mentioned above, this approach should be thought-provoking and challenging but you’ll be 
well rewarded. The reward is greater clarity for communicating your vision to drive customer 
discovery efforts, fundraising, and business planning. 
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How do you know if you’re on the right path? 
In our last blog we talked about what makes a good value proposition. Continuing with that 
theme, let’s explore some critical success factors that can increase your chances of achieving 
commercial success. 

At the Evidology Group, we spend a lot of time 
and energy guiding our clients through a 
rigorous customer validation process – a 
process designed to set you on the right path 
early in the life cycle of your new product 
journey or to guide a course correction if 
needed. Being on “the right path” makes it 
easier to find lead customers, raise money to 
reach critical momentum, attract high-quality 
talent, and chart a shorter path to success. 
Moreover, it’s a much more fun journey for 
everyone involved! 

But how do you know if you’re on the right path? 

The Evidology Group customer validation tools and process are designed to help you collect 
sufficient evidence to support the following seven critical success factors: 

1. A significant, high priority, unmet need exists 

2. There’s a large and sufficiently homogeneous market to pursue 

3. Current options are unsuitable. Competitors cannot or will not meet this need. 

4. Customers are willing to pay an amount that supports the business model 

5. There is an effective direct/indirect path to reach them 

6. There are no systemic barriers that prevent buying 

7. Purchase process and decision-making can be navigated in a repeatable way 

This evidence comes in many forms, but the best way to stress-test your vision, enthusiasm and 
assumptions is with cold hard evidence provided in large part by your prospective customers 
themselves. Done effectively, you will acquire the insights to set you on the right path. 
 
A Critical Success Factor Test can help you measure if you’re on the right path and setting 
yourself up for success. Of course, the evidence listed in this test is intended for guidance only. 
If you have other sources of evidence, that’s great too! 
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Setting aside your assumptions and beliefs, how many of these questions can you answer 
clearly and concisely with supporting evidence? What is your score? 
 
Often, it’s hard for Founders to dispassionately grade their vision and plan, so turn to an 
external advisor or the Evidology Group to give you a candid assessment of your evidence and 
what you need to do to strengthen your business strategy. Are you set up for success? Where 
are your most vulnerable points? 
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Customer Discovery means talking to 
customers. Do you have a plan? 
In a prior post, we looked at what makes a good Value-Positioning Statement where we 
suggested using this classic template in a powerful new way – using it to guide a more rigorous 
thought process and as a starting point for customer discovery.  
 
By taking this approach you can articulate a hypothesis to be validated, as well as create a living 
document for internal alignment, product and go-to-market planning, and investor pitches. 
 
Ok, so let’s skip ahead. Now that you have a solid Value-Positioning Statement that describes 
your business concept, it’s ready to be tested. What’s next? It’s time to have customer 
discovery conversations with stakeholders in your target market. 
 

 
Before reaching out, however, it’s important to have a call plan. What answers do you need? 
How are you going to ask them? How are you going to put the “customer” at ease, get them 
open up to you, and have a meaningful conversation, not just a transactional question/answer 
session? 
 
Sure, conversations rarely go as planned. It’s impossible to know in advance what direction it 
might go. BUT, if you want to increase the odds of gaining critical insights, collect valuable 
evidence, and establish a connection for what could become a future customer, there’s a 
systematic approach you can take. 
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Here are four major elements that should be included in each Conversation Plan. They are:  
 
1) Key Questions to be Answered – What are the 3 to 5 highest priority questions that need to 
be answered? What are the fundamental unknowns that are critical to your Value-Positioning 
hypotheses? Be sure to make the distinction between what answers are needed and what/how 
questions are asked to obtain the answers (creating those questions comes later in the 
Conversation Script).  
 
2) Target Personas – Who can likely answer those questions? Who are the primary personas to 
contact? Identifying those personas and getting their agreement for a call or meeting can be 
tricky, so for more guidance have a look at these two posts: Who/Where/How Do you Recruit 
for Customer Calls? and How do you ask someone you don’t know for a “Discovery 
Conversation”? 
 
3) Conversation Script – This is the heart of the plan. Each conversation must be tailored to the 
questions you need answered, the domain knowledge of the persona being targeted, and how 
much time is available for the conversation. 
 
You need to consider things like:  
 

• How are you going to frame the conversation?  

• What questions are you going to ask and in what sequence?  

• How will you phrase questions without injecting your views?  

• How will you cover everything in the available time?  

• How are you going to make this an open and flowing conversation?  

In concept validation discussions, we like using a “challenge statement” approach. In this 
scenario, you make a statement about the problem or the proposed solution. That statement 
may be slightly provocative to elicit a response but not to the extent to potentially impact 
your credibility. An example challenge statement would be: “The process of scheduling 
meetings with people in other organizations wastes my time, is a significant source of 
frustration and must be improved.” 
 
Once that statement is put forth, the stage is set to obtain an initial reaction. First ask for their 
immediate thoughts from which you can ask probing questions to peel back the layers. Your 
goal is to see the world through their eyes and specifically as it pertains to the answers you 
need. 
 

mailto:info@evidologygroup.com
http://www.evidologygroup.com/
https://www.evidologygroup.com/post/who-where-how-do-you-recruit-for-your-discovery-calls
https://www.evidologygroup.com/post/who-where-how-do-you-recruit-for-your-discovery-calls
https://www.evidologygroup.com/post/how-do-you-ask-someone-you-don-t-know-for-a-discovery-conversation
https://www.evidologygroup.com/post/how-do-you-ask-someone-you-don-t-know-for-a-discovery-conversation


Evidology Group Blog Archive 
 

 

Sell what customers really want to buy. 
Contact us to find out how:  info@evidologygroup.com 

www.evidologygroup.com 
40 

Evidology 

Group 

There is both an art and a science to developing a good conversation script so ask your 
company advisors for assistance if they have experience in this area or feel to contact us at the 
Evidology Group for a copy of our detailed Conversation Planning Guide. 
 
4) Logistics – Every good plan has well thought out logistics to ensure your call goes smoothly 
and objectives are achieved. Who will be on the call from your team and what are their roles? 
Are they leading the call, assisting, taking notes, or just observers? What is the exact timing for 
everyone gathering on the call (don’t be late!), exactly how long is the “customer” available, 
and if using web/video conferencing, what’s the plan for dealing with technical issues? 
 
While working on your plan here are a few other important things to keep in mind: 
 
1) Be flexible – Having a plan doesn’t mean being rigid. As mentioned above, conversations 
rarely go as planned. Think of having a plan as giving yourself a framework: a clear 
understanding of the questions that need to be answered, the preferred order you wish to 
progress through the conversation, and a set of specific questions. Having this framework in 
mind you can more easily adapt as the conversation unfolds. 
 
2) Do a post-call debrief – Get back together with the participants from your team right after 
the conversation while it’s still fresh in everyone’s minds. At a minimum, discuss the following 
questions: 
 

• What were the key learnings and their significance? 

• Were there any missed opportunities for learning? 

• What adjustments, if any, are needed for future conversation? 

3) Constantly iterate – Employ a highly iterative process. With each conversation, the Key 
Questions List and Conversation Script will evolve based on learnings, the need to cover 
different topics in various degrees of detail, for different Target Personas, and of course 
tailoring for each individual person.  
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Do You Practice Logarithmic Sales? 
Over the years, I’ve met many early-stage startups with a fabulous vision that includes dreams 
of a large and growing customer base. The pitch usually starts with a long discussion of the 
product and its capabilities, then transitions into how the product represents an innovation 
that is sure to become the way of the future.  

But what about the customers, I ask, trying to inject a question 10 minutes into the rapid-fire 
monologue. What do they think of your product? To which I get an enthusiastic affirmation that 
“they really like what we’re doing”.  

But when I probe, the lack of traction and spotty understanding of the customer situation 
becomes very evident. To make matters worse, the entrepreneur plans to hire a salesperson to 
figure it out for them. Sadly, there are no magic wands and these startups will falter without a 
major change in their approach.  

Many startup business plans include a “hockey stick” revenue forecast, but the mathematics 
behind that non-linear curve demands a deep understanding of the customer and impeccable 
execution.  

Startups need to practice logarithmic sales - or put another way, they need to crawl before 
they walk before they run before they sprint - collecting evidence, learning, adapting and 
evolving at each stage.  

So what do you focus on in each stage of logarithmic sales to set yourself up for success?  

The objectives, tactics and key business metrics are different for each stage, so be cognizant of 
which stage you’re in and what you need to focus on executing well today. Of course, knowing 
what to focus on and when, allows you to be more efficient with your time and resources, 
further improving your likelihood of success.  

Let’s break down these stages and ask yourself if you have truly nailed your current stage 
before advancing to the next. Skipping or short-changing a stage will inevitably come back to 
bite you, so ignore this advice at your own peril. Your advisor/mentor or the Evidology Group 
can be a good sounding board to challenge your assumptions.  

The following graph serves as a summary of the stages and a commensurate boost in your 
business valuation. Although the graph was designed for a B2B SaaS business, the parallels to 
other B2B businesses should be apparent. 
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Logarithmic Sales 

 
Stage 0 = Log (1) is about learning and planning  
Stage 0 is designed to collect evidence to prove that customers have an important problem that 
needs to be solved. It is intended to help give credibility to your strategic plan and financial 
model. This stage can be low cost and yet have the biggest payoff for the investment as it’s 
more about learning and planning rather than building and executing. In fact, no expensive 
product development or fundraising is required at this stage. Much of the Evidology Group best 
practices are focused on getting this stage right because it builds a solid foundation and 
evidence-based culture for future stages.  
 
In this stage you: 
 

• Conduct a comprehensive customer discovery process as we’ve outlined in our 
previous blog How Do You Know If You’re On The Right Path? 

• Establish credibility that can lead to early-stage partnerships based on two-way sharing 
of the customer’s real-world situation and your understanding of the art-of-the-
possible as we described in our previous blog: Do You Sell or Partner? 

• Collect customer stories for investors and employees to clearly explain the problem 
you’re solving and how it will help customers improve their business 
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• Three business metrics that matter: Number, quality and consistency of customer 
discussions.  

 
Stage 1 = Log (10) is about signing a handful of early-adopter, referenceable customers  
Stage 1 is designed to verify the accuracy of evidence collected in Stage 0 and prove you have 
solved an important customer problem. Note that at this stage, it’s less relevant how much the 
customer pays. What’s more relevant is that the product works and the customer is getting 
economic value in return for providing essential feedback and acting as a reference.  
 
In this stage: 
 

• It is the responsibility of the Founders to find the lead customer(s) and to own the 
customer relationship 

• The Founders need to build a deep understanding of the customer’s problems, 
environment, and solution requirements 

• You need to collect evidence to prove your product works effectively and that you are 
delivering the intended economic value 

• Marketing needs to be able to package and communicate customer stories 

• Three business metrics that matter: customer usage, customer economic value and 
customer satisfaction as well as the Stage 0 metrics. 

 
Stage 2 = Log (100) is about getting to 100 customers  
Stage 2 is designed to show product/market fit and ensure each sale is low-friction and 
profitable. In this stage:  
 

• A professional salesperson takes over responsibility for closing new business while the 
Founder remains in an executive sponsor role, supporting the sales process and 
ongoing customer satisfaction 

• Building on reference customers, Marketing takes responsibility for amplifying 
customer stories and generating qualified leads 

• Based on established best practices, a repeatable sales model is documented in a sales 
playbook to streamline the onboarding of new salespeople 

• Three business metrics that matter: revenue, customer Annual Recurring Revenue 
(ARR) and churn, as well as the Stage 1 metrics. 

 
  

mailto:info@evidologygroup.com
http://www.evidologygroup.com/
https://www.evidologygroup.com/customer-canvas-1
https://www.evidologygroup.com/customer-canvas-1
https://www.saasoptics.com/saaspedia/arr/
https://www.saasoptics.com/saaspedia/arr/
https://www.forentrepreneurs.com/customer-success/


Evidology Group Blog Archive 
 

 

Sell what customers really want to buy. 
Contact us to find out how:  info@evidologygroup.com 

www.evidologygroup.com 
44 

Evidology 

Group 

Stage 3 = Log (1,000) is about getting to 1,000 customers.  
Stage 3 is designed to prove you can scale the business with a sustainable, repeatable sales 
process.  
 
In this stage you: 
 

• Hire salespeople and build a repeatable sales process. This will bridge stage 2 and 3 
• Build a customer-centric sales process 
• Focus on shortening the sales cycle, minimizing churn and accelerating customer 

success 
• Three business metrics that matter: LTV > 3x CAC, sales growth (bookings), sales cycle 

duration, as well as the Stage 2 metrics. 
 
When you evaluate your stage, are there gaps you need to address? Are there some initiatives 
you can defer to a later stage?  
 
If you follow a step-wise “logarithmic” approach to your startup with a focus on execution 
excellence appropriate for your stage, you can dramatically increase the potential for 
exponential growth and realize that legendary “hockey stick”.  
 
Contact the Evidology Group to see how we can help set your business up for success. And as 
an added bonus for those who are at Stage 2, here’s a link to a video presentation from David 
Skok at Matrix Partners who is highly regarded as the thought leader in SaaS metrics and best 
practices. Whether or not you’re a SaaS business there are lots of great learning points in this 
video and his website. 
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